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1 Foreword / Noel M. Tichy, Alan F. Lafley, and Carol K. Barnett 
9 Evolution without Revolution: Sequent Computer Systems / Jay R. Galbraith 


The Sequent Computer case examines a start-up hi-tech company’s successful 
evolution with an eye toward strategies for managing future dilemmas— 
continuing its evolution without revolution, managing the start-up energy 
and culture, growing large, and dealing with financial success. Its three 
founders were experienced businessmen—not “wild-eyed inventors” —who 
gave organization planning and culture-building a high priority. Sequent 
must now revisit its strategy or business idea and develop a long range 
organization plan, facing questions like: Will we divisionalize? What will 
the engineers do next? How will we keep from being a source of talent to 
tomorrow’s start-up organizations? 


25 Tiner Trucking Company: From Control to Commitment / Jane Lynn Hodgetts, 
Paul R. Lawrence, and Leonard A. Schlesinger 


In December 1982, two years into the effects of the recession and deregulation 
of the trucking industry, Tiner’s president looked beyond the company’s 
successful adaptations in cost management, organization development, and 
human resource management practices to a new multifaceted change strategy. 
The change-leader’s challenge will be to institutionalize his role, develop 
commitment, and build a strong network of teams—in both management 
and driver ranks. 


Integrating Human Resource Management and Corporate Strategy: A Preview 
of the 3M Story / Harold L. Angle, Charles C. Manz, and Andrew H. Van de 
Ven 


The very successful, strong corporate culture maintained for years at 3M is 
likely to be challenged as its business, manufacturing, and financial positions 
undergo change. Chris Wheeler, Vice President of Human Resources, is 
managing a change in the HR culture through the creation of a strategic 
partnership between line and human resource managers. Wheeler's objective 
is to ““de-mystify” the HRM process and bring the general manager in as a 
full partner. His planned change strategy centers on what's good for the 
corporation as a total entity rather than for HR only, and faces dilemmas 
in line/HR thinking shifts, resistance of HR and line people, and equity and 
flexibility. 


69 Blue Cross of California: Human Resources in a Changing World / David 
O. Ulrich, Beverly A. Clack, and Larry Dillon 


Blue Cross of California—a nonprofit corporation—is refocusing itself stra- 
tegically to become competitive in the rapidly changing health field. It must 
improve its ability to manage the transition for several years to come. Sus- 
tained efforts to ensure continuity will involve generating commitment to 
the vision of the “new” Blue Cross of California beyond a small, core group 
of executives at the top, down into middle management and lower level 
workers. A premium will be placed on developing people skills to deal with 
innovation and new products, and slowly fostering the new culture. 


Changing Leadership and Planning Processes at the Lewis Research Center, 
National Aeronautics and Space Administration / W. Warner Burke, Edward 
A. Richley, and Louis DeAngelis 


Now that NASA’s space shuttle has become largely operational, the question 
of, “What's next?” looms as a primary focus of energy for the Lewis Research 
Center's population of highly trained and experienced engineers, scientists, 
and related technical personnel. Managing human resources in the NASA 
environment is the key of the leadership challenge to Center management. 
To successfully complete its ongoing change process, the Center's staff will 
have to devote efforts to dilemmas involving middle management's resistance 
to change, orchestrating the rate of change across groups, and—the long- 
term challenge—reinforcement of change. 


Toward a Contextual Model of Human Resource Strategy: Lessons from the 
Reynolds Corporation / Craig C. Lundberg 


The president who was to succeed the CEO has suddenly left with the 
chairman only months away from retirement. CEO executive succession in 
a family firm forms the core dilemma at Reynolds Corporation—a medium- 
sized materials handling company whose history extends from the early 
1920s to the present. The CEO must now simultaneously redo the last five 
reg of preparing the organization for an orderly transition that enables 

is vision of the company to carry on and relinquish control of a family 
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Burns / Reviewed by Barbara Kellerman 
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The lab exemplifies the basic R&D dilemma: It prides itself on being a 
“research site’ and at the same time is under pressure to show a return 
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on investment. Bailyn’s thesis is that strategic autonomy, the freedom to 
set one’s own research agenda, and operational autonomy, the freedom 
to attack a pre-assigned problem by self-determined means, may be thought 
of as independent dimensions. Plotting the position of R&D tasks and 
employees on a two-dimensional strategic—operational grid may be a useful 
diagnostic tool for proper utilization of R&D employees’ talents. 


147 The Basis for the Professional’s Resistance to Managerial Control / Joseph 
A. Raelin 


While management may be guilty of overcontrolling the means of professional 
practice, organizational professionals may be equally guilty of usurping 
the managerial prerogative of autonomy over ends. Raelin proposes that 
it is critical for managers to recognize and control for professionals, as 
employees, who expect and usually are rewarded with special rights in an 
organization due to their status as professionals. He examines five features 
of the organizational professional's culture which require particular attention 
by managers: autonomy over ends as well as means, overspecialization of 
technical skills, overemphasis on professional standards of evaluation, lack 
of interest in real-world practice, and disregard of organizational procedures. 


177 Technical Professionals, Technical Managers, and the Integration of Voca- 
tional Consciousness / Raymond E. Hill and Jan Collins-Eaglin 


Holland’s vocational personality model can be used as one key for solving 
the dilemma of autonomy versus control in R&D laboratory settings by 
helping select R&D managers who fit the demand from both technical and 
managerial concerns. Inasmuch as an organization’s mission involves tech- 
nological innovation, it becomes critically important in staffing, personnel 
placement, and career counseling to pay attention to those technical managers 
who exhibit a personality structure which enables them to appreciate both 
the technical and managerial world. 


Reward Strategies for Attracting, Evaluating, and Retaining Professionals / 
Mary Ann Von Glinow 


Von Glinow argues that the strategic design of reward systems is one of 
the most critical but least understood phenomena in corporate America 
today, and that alternative evaluation and reward systems are key for 
initially attracting and subsequently motivating and retaining autonomy- 
seeking professionals. A typology of reward strategies that can te used in 
four generic categories of corporate cultures is offered as an aid in isolating 
some of the strategic implications involved in the design of reward systems 
for professionals. 


207 The Concept of Professionalism and the Management of Salaried Technical 
Professionals: A Cross-National Perspective / Torsten J]. Gerpott and Michel 
Domsch 


Many U.S. companies have comparative difficulties in effectively managing 
technological developments and their applications in manufacturing and 
other company functions. This article outlines a conceptual cross-national 
framework that highlights some largely ignored correlates of the profes- 
sionalism notion. Comparison of costs and benefits of U.S. and foreign 
views of professionalism suggests that only a mix of both will improve 
organizations’ competitiveness. 
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227 Professional/Management Relations: Imagery vs. Action / Richard H. Hall 


Hall's research findings indicate that both managers and professionals have 
images of what professional behavior entails, although the data reveal some 
highly differentiated professional self-imagery. Basing his analyses of the 
professions on attribute and power approaches—both of which stress the 
. importance of autonomy—he explores some dilemmas for ongoing profes- 
sional-managerial relationships within and outside of particular organizations. 
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237 Beyond Mechanization: Work and Technology in a Postindustrial Age, by Larry 
Hirschhorn / Reviewed by Don Ronchi 


243 The Salaried Professional: How to Make the Most of Your Career, by 
Joseph A. Raelin / Reviewed by Thomas G. Gutteridge 
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253 The Historical Roots of the Democratic Challenge to Authoritarian Man- 
agement / William Gomberg 


Gomberg challenges us ‘to avoid “trivial variants of old techniques to be 
proclaimed as major intellectual breakthroughs, and hoary ideas dressed 
up in new vocabulary to enjoy a new and redundant life of unlimited dull- 
ness.” He attacks the current participative management wave as a superficial 
fad because it doesn’t face up to the dilemma posed in the conflict between 
authoritarian and democratic schools of thought. Gomberg traces the views 
of such pioneers in the classical school of management as Chandler, Trist, 
Taylor, and Fayol, among others. His focal question to American managerial 
theory is whether an appropriate accommodation of democracy and efficiency 
can be simultaneously optimized or, if they conflict, what is a rational trade- 
off between them? 


271 Project Work as an Antidote to Career Plateauing in a Declining Engineering 
Organization / Douglas T. Hall 


Hall explores new human resource management policies to mitigate the effects 
of midcareer plateauing, such as creating technical generalists, designing 
more “project type” jobs, modifying lateral and cross-functional movement 
practices, and legitimizing and promoting slow career advancement. These 
licies will become increasingly important as the post-World War II baby 
m cohort enters middle age with traditional expectations for career ad- 
vancement opportunities that many mature or declining organizations cannot 
meet. 


293 Shared Values Make a Difference: An Empirical Test of Corporate Culture 
/ Barry Z. Posner, James M. Kouzes, and Warren H. Schmidt 
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A study of 6000 American managers’ attitudes towards the link between 
individual and organizational values reveals that shared values do make a 
difference to the vitality of organizations and their members. Human resource 
managers can pull several levers to gain a “values advantage” in their or- 
ganizations: programs to clarify and communicate values; recruitment, se- 
lection, and orientation; training; reward systems; and counseling support 
are discussed in the article. 


311 Professional Autonomy as a Basis of Conflict in an Organization / Alfred A. 
Marcus 


Marcus looks at how professionals and management can strategically cope 
; with conflicting demands of efficiency and scientific autoromy inherent in 
© today’s world of both government and industry cutbacks. He discusses 
nonadaptive and adaptive responses by professionals when faced with a 
decline in their autonomy. The nonadaptive ones include dubious practice, 
simplified decision-rules, whistle-blowing, reformism, and retreatism. The 
management challenge is to develop creative coping mechanisms. 


329 Human Resource Management in Action 
Changing Culture through Ceremony: An example from GM / Sidney Solberg 


The General Motors/United Auto Workers “Black Lake Conference” —in- 
volving 8000 GM employees across all divisions—provides a real world ex- 
ample of the power of organizational stories to change corporate culture. 
Solberg considers the short and long-term results of this joint union/man- 
agement program and its new temporary culture that bridges the old world 
with a vision of a changed order. 


341-The Paradox of Participation: Lessons from the Tennessee Valley Authority 
/ Aaron ]. Nurick 


Based on a three-year TVA quality of work life program, Nurick discusses 
participation as a paradoxical concept implying simultaneously: tension and 
stability, freedom and well managed boundaries, and attention to formal 
structures and informal processes. He concludes with recommendations for 
similar QWL programs. 
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Russell L. Ackoff, Paul Broholm, and Roberta Snow / Reviewed by Donald 
A. Schon 


362 Managing Humen Assets, by Michael Beer, Bert Spector, Paul R. Lawrence, 
D. Quinn Mills, and Richard E. Walton / Reviewed by Barry D. Leskin 


366 Beyond the Quick Fix, by Ralph H. Kilmann / Reviewed by Michael Beer 


370 Organizational Culture and Leadership, by Edgar H. Schein / Reviewed by Alan 
L. Wilkins 


376 Culture and Related Corporate Realities, by Vijay Sathe / Reviewed by Caren 
Siehl 
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Formulating and Implementing Human Resource Strategy: A Model of 
How to Do It, Two Examples of How It’s Done / Philip H. Mirvis 


Mirvis looks at extensive business and employment trends over the next 
10 years to project an agenda for human resource managers in manufacturing 
firms facing the challenge of renewal—particularly in smokestack industries. 
Caterpillar and Graphic Controls provide examples of how business strat- 
egies, life cycles of an industry, and company cultures absolutely must 
be incorporated into human resource strategies if U.S. industry is going 
to be competitive in 1995. 


The Design and Use of Effective Employee Participation Groups: Implications 
for Human Resource Management / Susan Albers Mohrman and Gerald E. 
Ledford, Jr. 


Severe economic pressures in the U.S. and overseas have caused an 
upsurge in the use of participation groups as transition vehicles for or- 
ganizations that must become more nimble and adaptive or run the risk 
of perishing. This article reports on intensive investigations into workgroup 
participation, exploring various designs, appropriateness, impact on culture, 
and its future use as a tool for dealing with continued or accelerated 
environmental change. 


Between A Dream and A Nightmare: On the Integration of the Human 
Resource Management and Strategic Business Planning Processes / Karen 
A. Golden and Vasudevan Ramanujam 


The popularly held belief that human resource management is acquiring 
a greater strategic role in organizations is supported in this report of 
findings from a recent field study of HR executives in 10 diverse Cleveland- 
area companies. The authors discuss the different levels of integration 
between HRM and strategic business planning and the processes used 
to achieve greater linkages. They provide a rich body of interview comments 
made by these HR executives—the majority of whom believe their function 
should be treated as a strategic busines partner. 
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Volvo: A Report on the Workshop on Production Technology and Quality 
of Work Life / Berth Jonsson and Alden G. Lank 


Jonsson and Lenk provide a stimulating review of a two-day international 
workshop conducted by Volvo in November 1984. The main theme of 
the program turned out to be people as the key resource of the company — 
without their total involvement, the probability of successful int:oduction 
of new production technology is reduced significantly. Volvo's continuing 
challenge is to develop the kind of leadership to keep this process moving. 
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467 Profiles in Change: Revitalizing the Automotive Industry / Noel M. Tichy 
and Carole K. Barnett 


This article captures the often dramatic dynamics of organizational trans- 
formations and leadership in parts of the U.S. automotive industry. Candid 
interviews with Neil Springer of International Harvester, George Peapples 
of Chevrolet-Pontiac-GM ot Canada, and Lud Koci of Detroit Diesel Allison 
Division of GM, provide an enlightening view into the complex revitalization 
challenge facing a multitude of organizations in U.S. industry today. 
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